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DEPARTMENTAL OVERTIME COSTS

On June 22, 2004, the Board of Supervisors requested the Chief Administrative Office
(CAOQ) to report back on what is being done to curtail overtime costs as reported in the
Daily News on Sunday, June 20, 2004. This report is in response to the Board’s
request.

The County’s overtime policy, outlined in County Code Section 6.15.040 (Attachment 1),
provides the general guidelines utilized by the CAO and depariments in authorizing
overtime. This policy was refined by the CAO to conform with State Auditor
recommendations in an April 26, 1996 letter to the Board and all department heads.
This letter specifically defined the overtime authorization policy and procedures to
ensure uniformity among all departments. These requirements are summarized in
Attachment §i and require that all overtime must be authorized in advance by the CAO
or the Board, except in major emergencies. In addition, all overtime including paid
overtime and compensatory time-off must be approved in advance by the respective
department head before work is performed.

In accordance with this policy, departments are required 16 submit “Requests for
Overtime Authorization” to the CAO quarterly. These requests are to minimally detail
the justification for overtime, the number and title of positions affected, and a
reasonable estimate of the required overtime hours. These requests are to be
submitted at least five business days before the beginning of the quarter in which the
overtime is to be worked, and require department head sign-off. In addition, each
department must prepare and distribute internal policies and procedures which
minimally ensure that only paid overtime specifically approved in advance by the CAO
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and the department head is worked and paid, and that such overtime does not exceed
the amount estimated by the department’s quarterly request to the CAO.

Ultimately, the responsibility for authorizing and monitoring individual employees’
overtime resides directly with each department. Although, County overtime policy does
not specifically place restrictions on the amount of overtime an individual employee may
work, each department is provided the option for developing and implementing their
own internal polices which address their unique departmental requirements and
workloads. For example, the Probation Department has recently developed and
instituted such polices in order to monitor and, if necessary, curtail employee overtime
hours.

In unique instances, such as those cited in the Daily News, employees have earned an
unusually high amount of overtime which are typically attributable to extraordinary
events, delays in hiring, attrition, and difficulties in recruitment and selection.
Extraordinary events are classified as unpredictable events such as fires and riots, and
sometimes create an immediate need for overtime. Difficulties in hiring, attrition, and
recruitment and selection are sometimes a product of budget restraints and/or
curtailments. It is under these circumstances that management faces the challenge of
continuing to provide cost effective and efficient services while optimizing basic or
mandated service levels.

Attachment [l provides information received to date from Health, Probation, and Sheriff
on the use of employee overtime in response to the June 20, 2004 Daily News article.
The Probation and Sheriff departments will report back to your Board with the
outstanding information by September 15, 2004. It is important to note that none of
these occurrences resulted in the department exceeding its overall overtime budget.

In addition, under the general policies and procedures for overtime, the CAO monitors
overall departmental overtime expenditures compared to budget in periodic Budget
Status Reports (BSR), generally prepared at the 5%, 9" and 11" month intervals.
Included in this report is an overtime section which requires departments to project their
full-year overtime costs. The departments are also required to submit to the CAQ, and
your Board, variance explanations detailing the reason(s) for the projected over
spending of the overtime budget. The BSR process provides essential oversight to
monitor not only total departmental overtime spending, but the overall departmental
budget.

Although some departmental overtime costs may have increased over the past four
years, Countywide overtime costs have decreased. Attachment IV is a Four-year
Departmental Overtime Summary Report detailing overtime expenditures from
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FY 2000-01 to 2003-04. The following are some major highlights of the report:

e Total Countywide overtime costs have decreased 10.7 percent from FY 2000-01
to 2003-04;

¢ General Fund/Enterprise Fund (including Health Services) costs have decreased
by 20.4 percent from FY 2000-01 to 2003-04; and

e Health, Probation and Sheriff, which incurred approximately 46 percent of the
total FY 2003-04 Countywide overtime costs, have reduced their respective costs
by 19.8 percent from FY 2000-01 to 2003-04.

To assist departments with the complex task of monitoring overtime costs at the
employee level, the CAOQ is consulting with the Auditor-Controller on future development
of a standardized departmental report that will identify overtime expenditures. It is
envisioned that this report will identify those employees who have paid overtime in
excess of 50 percent of their regular earnings. Each department will be sent their
respective report quarterly, and a comprehensive report will be will be sent to the CAO.
Departments will be encouraged to utilize this report as a tool to identify employees with
substantial overtime earnings, verify that sufficient justification exists, analyze and
implement alternatives to employee overtime, and assist in the development and
implementation of departmental employee overtime policies

Also, via this memorandum, we are reinforcing existing overtime policies and
procedures to all department heads, and recommend that departments review their
current polices and procedures to ensure adherence to the County’s overall policy. In
addition, we will strongly encourage departments to utilize the forthcoming employee
overtime report to develop new polices that can assist in this process. Lastly, we will
work with the Auditor-Controller, Human Resources, and Chief Information Office to
explore additional capabilities for departments to monitor individual employees’ overtime
hours and costs within any future countywide timekeeping and payroll systems.

If you have any questions please call me, or your staff may contact Sid Kikkawa at
(213) 974-1133. i

DEJ:DL
SK:AB:lip

Attachments

c: All Department Heads

overtime costs.bm



6.15.040 Required authorizations.
Attachment I

Title 6 SALARIES

Chapter 6.15 OVERTIME FOR FLSA COVERED AND OTHER NONSALARIED
EMPLOYEES

6.15.040 Required authorizations.

A. An employee shall not be assigned overtime that qualifies for payment unless:

1. Such overtime is first approved by the board of supervisors or the chief administrative officer;
or

2. Such overtime is necessitated by a major emergency due to fire, flood, or other cause
involving significant danger to life or property. Such emergency overtime which does not qualify
for the FLSA Overtime rate may be worked upon approval of the department head.

B. To request authorization from the chief administrative officer to pay employees for overtime,
the department head shali nofify the chief administrative officer in writing of the reasons requiring
paid overtime, the number and titles of positions affected, and the probable period of time the
overtime will be worked. The request shall be made before the overtime is worked. (Ord. 93-0019
§ 12 (part), 1993.)

http://ordlink.com/codes/lacounty/ DATA/TITLEO6/Chapter 6 15 OVERTIME FOR_F... 7/20/2004



Attachment II

VERTIME AUTHORIZATION POLICY AND P RES

To bring County overtime practices into line with the State Auditor's recommendations, effective immediately,
policies and procedures governing approval and record-keeping for overtime in the County are as follows:

1.

Except in the case of @ major emergency, all overtime must be authorized by the CAO in advance of
the overtime being worked and must not exceed tha overtime amount financed In the budget.

In the case of.a major emergency, overtime must be approved by the relevant department head in
advance of the overtime being worked. Subsequent notification of such overtime worked must be
provided to the CAO within two weeks of the time the overtime Is worked, accompanied by a statement
by the department head stipulating as to the nature of the major emergency.

Requests for authorization of overtime must be submitted to the CAO quarterly, at least five business
days before the beginning of the quarter in which the overtime is to be worked. 1t 1t is later discovered
that additional overtime will need to be worked during the quarter, the department head should request
authorization for the additional time at least five business days before the time is to be worked. Each
department head's request must include a letter of justification and be accompanied by the attached
form. Each such request must minimally detail the following:

a. The justification for overtime, based on past experience and other appropriate factors; and

b. The number of positions in each affected classification for which overtime authorization Is
requested; and . .

c. A reasonable estimate by position classification of the required overtime hours for FLSA covered
employees or exempt non-salarled employees. Estimates supporting requests for full shift
compensatory time off authority for FLSA exempt salaried employees should include only that
work which, in the department head's opinion, would substantially exceed the employee’s regular
workload.

If the CAQ does not respond to a request for authorization of overtime within five business days of
receipt of the request, the request may be deemed approved.

In addition, ali overtime worked must be pre-approved by the relevant department head or the
department head’s designee before the work Is performed. Each department must prepare and
distributé internal policies and procedures which minimally ensure that only paid overtime specifically
approved in advance by the CAO and the department head is worked and paid, and that such overtime
does not exceed the amount estimated by the department in its request for authorization. The FLSA
requires that FLSA regulated overtime “suffered" to be worked by FLSA covered employees must be
paid whether or not it Is authorized. To prevent this, intemal department policies and procedures
should be designed to effectively prevent unauthorized overtime from being worked.

Each department must maintain records that demonstrate compllance with these policies and
procedures for the current and at least three prior fiscal years unless relevant program requirements
(e.g.. grants) specify a longer retention period, gr until audited. The Auditor-Controller will conduct
periodic spot audits of such records to confirm compliance.

These requirements will remain In piace pending implementation of any modifications which may be
suggested by department heads and approved by the CAO or the Board as appropriate. Questions from
departments concerning paid overtime authorization policles and procedures should be directed to their
budget analyst in the CAQ. Questions conceming the FLSA ramffications of those policies and procedures
should be directed to the CAQ Compensation Palicy staff at (213) 974-2486. .
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